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US BEPARTMENT OF NEALTH,

By: T, Thomas hollemn Jr SOVCATION 8 WELFARE
V. . Cian, Jr, NATIONAL INSTITUTE OF

= SOUCATION

. THIS DOCUMENT HAS BEEN REPRO-

DUCEO EXACTLY AS WECEIVEO FROM

L.;E PERSON OR ORGANIZATION ORIGIN.

e s ING IT POINTS OF VIEW OR OPINIONS

' I'HE TPuil' ©LAN AND THFE UTTLIZATION STATEQ DO NOT NECESSARILY REPRE-

—_ e T T SENTOFFICIAL NATIONAL 11:STITUTE OF
EOCUCATION POSITION OR POLICY

Ol THE DIFFERENTIATED STAFF

,ﬂ The problem' caused by the shortage of, Wwell-qualified teachers
led tothe appointment in May of 1956 of a Commission on the Experi-

A

mental Study of the U'tilization ol the Starf in the Secondary School.
. ; 4 . :

The Commission was to be under the auspices of the National Association
ot Secondary Principals, which is & member organi-ation ci tie hational
Education Association. Dr. J. Lloyd Trump, Professor of Education at
the University of Illinois, was named Director of the Commission.
Aided by grants from the Ford Foundation's Furgd for the Advancement of
Educationt the Commission sponsored studies in approximately fgfty
junior and senior high schools in different parts of the country.
'Reports of progress and findings in these studies, along with several
statements about staf! utili-ation c¢rperimentation, were presented for
the first timo‘in the January 1958 issue of the NASSP Butletin.

fhréughout its study the Commission was always mindful of the
problems of the school administrators, Chiof.among the problems of
the administrator considercd was that of Yeing able to fullv utili-~e
the pvrsona} abilities and Cgmpotbncivs of evoery memer of his staff.
It was constantly emphasized that individual differences are just as

<

apparent in the teaching staff as in students of a schoolk, fhus a

method or plan had to be derived b which the administrator could

~ /

Ty, Lloyd Trump. "An Image ol the Future in Improved Stafy
Uriti-ation." Bulictin of tha Naltional Association of Secondary School
Principals. XLII (Apri T, 1958), 324-329,
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utilire members of his staff so thet the students and the comminity

-

might obtain the maximum e¢fforts and services of the nmst'Bighly ‘
2 ' ’
competent members of the staff, The plan that was formulated'by the
¥

Commission was dubbed the "Trump Plan' because of the apt lgeadership , F ¥

-
v

and reporting of Dr. J, iloyd Trump. The main proposals df;lﬁe Truwp | . k

Plan which make suggestions concerning the staifing of the ideal school

shall now be briefly ?xamined.3
J

I, Some classes must be smaller

'he organization of instruction should provide at times classes
:
with fifteen or fewer pupils, especially for small group discussions.
Small-group classes should combine four purposes:

&) Provide opportunities for teachers to measure the individ-

[

ual’ student's growth and development and try a variely of teaching
Y g P ) A A

.

tochni%uos which would suit trhe -student's needs.

(b) Offer the therapy of the group process, whereby students

are induced Lc examine previously held concepts and ideas and to alter

rigid{ sometimes mistaken, approaches to issues.

b ‘ .

»>
(¢) Permit all studentd to discover the significance of the
! B o

subject matter involved. and to discuss potential uses of subYect

¢

/ ' 2Paul E. Elicker, "The Trump Plan." Dulletin of the National
Assodciation of Sccondary School Principals, NLIT (January, 1958), 4.

3J. Liovd Trump, Focus om Change: Guide to Detter Schools.
pp. 3-135.
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matter,\thus reversing the old manner of students receiving it passive-

ly and then repeating it on testis.
/

(d) Provide students with opportunities to know their teachers

on a personal, individual basis,
Students have to learn how to act 'in small group discussion
classes, 'Tnstead al answering questions;only when asked by the teach-
, er, they will discuss concepts, learn to cxpress ideas convincingly,

listen to others intelligently, and Lry to undnrstand‘ahd criticire '
. bl N !

thinking different from their own." ‘ ) '

Teachers of small groups must learn to act differently and
! L

move away from traditional teacher roles. Fhey must learn toepoint

out concepts or to correct errors of fact or thinking from the side-
- lines of the class. They-must develop an ahility to perform as o

}
consultant,

11, Tndependent study must be emphasi »ed ’

¥ C e
. The school should provide nore opportunities for individual

5

study both inside as wrll as outside of school.

N

(1) 1t should provide for differences ‘in individual concepts

and abilities, 1t should meet the test ol practicality—as [ar as the

ll

student is concerned—and allow him time to study something important

to him,
(2) It should permit study in depth, Study in an area of

interest witl lead to more intercst and a scarch for more information

in reflated areas.
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(351 Independent study should help & student develop the
fability to "go it alone." 1t should produce in many a greater sense
of inquiry and creativity,

(4) Schools that experiment with independent stu%y find it

. difficult to stimulate even the nost able students to do gruly
creat%ve, independent work. They are accustomed to doing onty what <.
the teaéher assigns and little more,

(S)R‘Sfudents mist be allowed to undertake special projects
whichy they haVQ'sglected or which were selected by the teacher.
Teachers mst learﬁ to present materials in an openminded manner .

—

* which will encourage_students to question the information, “Te-arrange

the data, seek further answers, and try to surpass previous accomplish-
ments,
Because of more opportunities for individual study during a

school week, students should spend more hours on this work than they ¢

usually spend on homework.

111, -Some classes must be larger
! /’ . * N ¢ - . 2
Large classes of from one hundred to one hundred and fifty . .
should assemble whenever the educational program calls for it. In a ' .
’ ® B ‘e ) ‘e
‘presentation by a teacher or a special speaker, one hundred and [ifty . ..
’
should be the maximum class sire. In viewing a film or TV program. "
three hundred mey be grouped together.
/
About forty per cent of the students' timg in school should
‘ .
be spent in large classes. Both students. and teachers adjust rapidly \
5 ™
&) *
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to large class settings, ‘

'
+

Large group instruction should be used to:
\ i

7/ »

» S

(1)’ Introduce units éf work,

(2) To explain.terms and concepts.
L ' }
(3) To demonstrate.- .

i}

(4) To summerire,

(5) To give some tests. ’

0y

Most studuq&s should be exposed to skilled teaching in all
*»

—

subjects.because the most capable and experienced teachers in specific

fiel¥s should be allowed to teach lar

ge classes. This helps to prevent

the duplication of efforts required when teachers must teach the same

subject \matter to several classes.

e

Usually, the large group will be taught by a megber of a teach-

ing team—an arrangement whereby two or more teachers, with assistants,

plan. instruct, and evaluate cooperatively two or more class groups

\
in order to take advantage oi

their respective special competencies
as teaci ers,

*
Large ciass instruction makes audio-visual aids more economical-

ly feasible, It is casier to equip one large room than five convention-

\."

al rooms, - L
I

A"

Large group cldsses should _erable many students to benefit

from presentations by outside specialists and community resource
‘ .

persons. Scheduled time for classes is usually forty minut s,

\
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IV, Each of the three phases of \inatruction
must be related

(a) Small discussion groups of fifteen students, or less.
/

(b) 1Independent study in ldboratories, libreries, and cubicles.

(c) Large group 1ﬁstructiqn.

Discussions among teachers and counselors in the setting of the

} . - .
teaching team will provide coordination of ledrning experiences provided
. ® - , / -

for students. Each of the above should be related to the needs of the

b,

AT N,

different students.

.

V. Teacher assistants must be used

Through the use of teacher assistants and team teaching, a
school can make possible the full professionalization of teaching.
Staff membefs shqyld be select®d for particular competencies snd for
.specific tasks. Professional teachers should be able to call on these
people for help:

(a) Staff specielistgs—Full-time persons who might serve
several schools. Guidance, research, health, reading, instruction of

’.

exceptional children, audio-visual materials, and purriculdﬁ'd¢Velop-
ment are the major fields of specialty,

(b) Community consultants—Persons who are perticularly couh.
petent in certain fields are called upon to make special presentaticns -
or to provide special information.

(c) General aides—FPersons who perform those clerical and
routine duties which usually takz up mich of the teachers' day.

(d) Clerks—-To type, duplicate materials, and prepare reports,

7




grade objective tests, keep records, chéck'and distribtute supplies,
take att:ndance, and perform other routine clerical duties.

" (e) Instructional assistants—Hired to perform those tasks
which fali below the professional level of teaching but which are N

/
above clerical chores.

Vi, Schedules must be more flexible

N
.

There will be no bells in & school that completely follows
the Trump Plan, Reason— ‘'‘The bfll is no respecter of students' -
interelts or teachers' pleans. Ifs sole function is to punctuate the
day into six or seven exactly‘eqdil periods of time."'

Flexibility of school schedule arrangement must be put ahead
of the rigidity of the bell, The day should be divided into fifteen
or twenty minute modules of time instead’of equal periods, with no
standard intermissions when the entire school crowds into the halls
at one time,

Individual schedules ca:.be worked out by electronic devices
and thus show where e;ch student’is at all times every day. A student's
schedule should not be the same for each day, and he should béar _
primary responsibility for keeping h;s appointments. -

Students should be scheduled in class groups of approxim;tely
eighteen hours a week. ' Twelve of these hours should be in large groups
of instruction and six in small groups of discussions. In addi}ion,
twelve hours should be scheduled each week for independent study. The
total is thirty hours. HqQurs should vary according to the subject end p

»

the student's maturity.

8 o
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+  VII, Students#® individual di!fecrences
mist be recognized

Uniformity o! education is inevitable in the area of basic

skills, erpecially in reading, writing, listening. viewing. and speak-
ing. Fundamental blocks of econtent should be acquired such as ruiles
of grammar, sinple mathematics, history, and Che facts of science.
It is on the level of inquiry that individual differences
) !
\
should be allowed greater freedom of action. It should be recogni»ed
. !
that the learning. process is not complete apart {rom skills, knowledge,
. -
and inqui'y, Inquiry motivates and strengthens skills and knowledge., /

N

! Three important school arrangements should provide for individ-

ual difterences:

(1) A greater proportion of school time and appropriate spaces

+  for individual work, independent of group membership, with & minimum
of faculty supervision should be prcvided for e¢ach student.

(2) A combination of horizontal (more of the same subject or E

¥

- grade level) and vertical (advanced subjects) enrichment, with profes-
. ‘\

sional decisions determining the anmount of each, should be programed

~

to the individual student's learning speed and maturity,
I y

' (3) Vlexibility in grouping and re-grouping of studenls must
~

be utilized with each student's needs in mind., For example. when the

learning goals of a grohp of individual students arc seen to coincide’
tc a workable degree, small groups should be organi~cd on the basis of
which students need a particular kind of teaching. In addition, large

groups shoutd be organized by including tlose with some similarity in past

9
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achievement of skills or of content in the subject in question. Each,
student should hnve a program professionally drawn up for him as an
individual., His interests, achievement, and ability will help him gb‘
select personal and vocational goals, N

VIII, Teachers' individual differences '
mist be recognized

Ly

Teachefs, like students, differ in physical, mental, and social
!

chafiEEEfilticn. But most schools treat them all alike in thet:
\

1

(a) They have similar training prograns.

(b) They are paid according to uniform sdlary policies.

(¢) They work under stiﬁﬂhrd teaching loads.

(d) They are usually confined to one classroom. This makes
a farce out of equality of educational opportunities for all students
because it refuses them access to the wide range of varied talents
possessed by different teachérs. : |

Schools should recognize the differences among teachers by:

(a) Team teaching.

(b) .Differentilted assignments and work loads.

(c) Salary differentials.

Salary scales shoﬁld ha;e their‘foundatian in training and
experience. But the scales should also provide added salaries for (/\
different teacher assignme;ts. The highest salaries should be paid
to team leaders and teacher-specialists, those who are most skilled

in small group discussion, large group instruction, and in stimulating

independent study.
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One of the most highly important aspects ot the saldry scale
should be the cut in salary ceilings, so that opportunities for
financial advancement by talented, carcer tcachers will not run into
a dead-end stop as they do when they reach the top of salary schedules,

the utilization of differentiated stafiing

Difterentiated staftfing, as herein presented, is ot relatively

récent origin as can te seen by rhe 1958 date wLich is attached to the

’
i

Trump Plan. However, since different iated statfinp can be viewed as a
divi~ion of lalor, the earliest maniiestation ol sucn in schools was

that between teachers and custodians. As schools hecame larger the

graded schools developed and were in use by 1848, With the graded

schools emerged subject matter specialists and, at the same time. an

administrative hierarchy., FLven this aspect 7 the division of labor
/,
+

is currently unsettled and is still {n transistiod.

Fhe last two decades have brought about even greater demands
for a more radical differeatiation of the staff, lhere are demands

\

being expressed for "school psychologists, testing experts, guidance

counselors, and aides including lav playground. lunchroom, librarv,
. . D PR . . ~

clerical and teacher aides,"’ An additional pressure is being felt

from the new forms of "teaw teaching” which 1equire a differentiet od

teaching staff simply in order to function., Tt i« this latter rorm of

4 . - . A
*Lee and Joan Firester, "Some Retlections on Diftercentiated
Stafting." New York State Education., LVIT (March. 1970), 27-.8

“Lhid. '
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ditferentiated stafiing that is commonly refevred to when the term

"ditterentiated stafting'" is used., This term is used to imply vertical
i

statting which conts difterentiat fon of tunction for mewbers oi the

teaching team along with special requirements for these positions

coupied with varying gradarions of remuncration, llorizontel differ<

/ ) -
entiation would encompass tite older torm of ctatting which would?

i N

imply specialization in the area of subject matter only,

Such vertical stafifing, it widely utilized in the future as the
\
curren' trend would indicate. would spAll .the death blow to the old,
v ’ , N N 1}
stronpgly equatitarian ovientation ot hord ontal «tattinpg.  The new
Y.

hierarchy o! the teaching team statt runs counter to tradition, ‘With

its complete utilization the traditional school will ‘cease to exist,

Many educalors welcores {0s demise tor Thoy reallse (hat he (radit fon-
ally -oriented school is not meeting the nceds ot our highly complex,

technological cociely,
Carrent wtitization of the ditterent iated oty )

Tewple City did a five-year tollow-up cgudy on *heir produates
o
and discovered that they had an "outeoded curvicnlum end did o dor an

. \

adequat e job o preparing students 1o citicenships 1S o or use of

' Tn 1967, thev assessed the nevde 0 their stadont s,

leisure time,'
teachers, and commtnity, e now faneus senple e Project was pul

into effect in one iftermediate school. Cat Avenue, in Yeptember, 1969,

Very important ty, ite basic organiza'ion wae the tvosuls of aon diticiency
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responsibility and compensation for services periormed.” As a result, R

~

3 cor/nprehensivo feasibility study was completed, along with a plan that

included role clarivications and cost analysis, Pilot projects were

begun in the fall of 1970 in three counties—Dade (which includes

. “ ‘
Miami). lLeon and Sarasotay - ; '

Fhe Florida mdel hag more levels than the one at Temple City,

Start iag

i

from the top. there are: a teeching research specialist

(equivalent Lo thwe principal). teaching curriculum specialists, senior

teachefs, cducational technicians, and tescher aides. Lach position

has a Jirterent salarvy ranpe and certain cducational stequirements. ;

' Many local districls across the narion have incdovporated various

‘

\as_pact s ot di terentiated staffing (Lceam teachiing, flexible scheduling,

ete,) into their odncarional prograws., MNumerous schools that have been , ,

suceessful with certain phases of a program are a*}sidvring ‘seriously
\

a complete utilizgtion o1 a tull-tlown program,  ihe states of Wisconsin

and Massachusetts appear 1o be boost ings the concept through chanres in

i !

ataly certitication oculnuions, ;

Fiog and cons o) difterentiated statiiae

-
-

1 /
‘

t
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1, Automatic promotion regardless of competence is eliminated.

2, Specific staff responsibilitics can be identificed at each

~

3. Higher salary levels can be reserved for persons perTorming

at levels commensurate with the salary tevel,

4, A differentiated staff can make effoctive use of persons

) . .

who do not wish to accept full professional responsibilities.

5. The "knowledge explosion" makes it impossiblel for any one
classroom teacher to keep abreast of new hnowledge in every field.
A differentiated- staf{ makes specialiration possible, )

6. Specializatien provides for better utilization of teacher
knowledge, skill, interest and talent

7. Differentiation of teaching involves the redefinition of
s 12
the diffuse and ambiguous teacher role. ’

On the other hand, numercus ditliculties can arise in establish-
ing a differentiated staff* in a schooi system, Some of these difficul-

ties,are as {ollows:
. .
1. 1t is difficult to identify differentiated staff responsi-

bilities,
2, Tt is difficult to estallish worling relationships among

\ a differentiated slaffw, .

B

).{ '
11Dwight'w. Allen, "A Differentiated Teaching Staff." New York
State Education, IVII (December, 1969, 18-10,

107

“Hirester, op, cit,, p. 28, \
- / '
’ .
| ‘ |
Q ‘ . . /
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3. A differentiated staff implies modification of tha total
school program,

4, There is a lack of precedence of educational decisions in

systems for employing differential staffing. i
5. New concepts of staff training will have to be developed.
6. Perhaps the greatest problexn.is the rejection of differen-
3 tial staffing ranks by the current stall threatened by performance 3
¥, ] ) 13 -
.Cr;ter1a. é
. . Nontenure
THE TEMPLE CITY MODLL) _ MASTER
Nontenure TEACHER = '
SENIOR Doctorate or )
‘ Tenure TEACIHER Equivalent ’
. STAFF Master's Degrec - j
Tenure . TEACHFR or Equivalent
, ASSOCIATE B.A, “Degree & il '
TEACHER State Credential
. 3/5 Stafi 275 StafT ,
1007“_ : 1007 . ; Teaching - I'eaching "
Teaching Teaching Responsibilities Responsibilities 3
10 months 10 months 10-11 months \ 10-12 months ) :
b ACADEMIC ASSISTANTS WITH DEGREE OR FQUIVALENS - .
EDICATTONAL TECHNICTANS ‘ !
. . " CLERKS ‘ \/
) [
. ! / .
_ /
1)
13 . ' .
Allen, op. c¢it., p. 19, o ¥ {




o,

>

TR R

Q

LRIC

©

B

INSTRUCTIONAL STAFF IN A SECONDARY SCHOOL

UI'TLIZING THE TRUMP PLAN

Type of Staff Functions Training Numbers
Professional Plan methods and materials on in- Masters About one
Teachers struclion; teach ideas. concepts, degree and § for «ach
appreciations; direct learning beyond 40 stu-
activities; counsel and consult; ‘ : dents in

supérvise evaluation; assist with . | school
student activities; provide spe-

cialirzed services for which com-

petent and interested; cmployed

on ycar-around basis if able and

interested.

Para-profes- Perform specific aspects of Leach- Usually Abcut 20
sional ing below professional level of college hours
Agsistants teachers -and above clerks; read graduates | service

and evaluate Fnglish thends, per pro-

science reports, ete.? confer with fessional

students about their progress and teacher

provide teachers with reports;

LU;S serve as laboratory assistants;

supervise spocific out-of-school

projects; assist with student

activities; Llypically vmﬁloyed

10- 20 hours per wdek. .
Clerks Type; duplicate materials; check ma- [lligh Schoolf About 10

terials and prepare reports; grade |graduate: hours

objective tests; keep records; check [business services

and distribute supplies; take atten- jEduc, per pro-

dance and perform Other routine fessional

duties; employed on 40-hour week teacher

basis, )

General Control and supervise students on’ High School| About 8
Aides school grounds, in cafeternia, corri- |graduate, hours

dors, study halls, auditoriul, etc.. services:
and al extraclass activit {ynctionsy per pro-
work with students in developing fessional
maximum self-controls; assist in teacher
student activitied when competoent;
typically employed 10- 20 hours pev
week, ‘ . “ .

p

Stalt Special services in such areas as Hipghly Indefinite
Specialfists guidance, rescarch, health, reading. [trained in

A k\___ aid to exceptional children, audio- jarca ol

visual materials and curriculum

Jspecially

devel poent,  Full-tiome ¢ plovees.
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